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; CONYS reorganization subob jective performance measure :

subgoal resuvlting interaction organizational ]

objectiwve goal effectivenegs

immovztive change weasureasent area

.- MM ATLTYRACT (Contitd e 19 v00ge 30-% i nOCI0ary amd IGen1ly by Biek wumber) 1

The study provides #n evaluati~n plan hased on selected performance 1

T measures which will assist in the overall assessmen: of the effective '

't ness of the US Army over time in terms of the tulfillment of the

goale and objectives of the CONUS Reorganization of 1973, The plan

- is intended to complement other evaluation means such as comnandevs’

1 personal estimates and reviews by Department of Army specialized
Encies. {cont’d)
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‘ The plan is lirited to selncted commands and sgencies that veras

: greated or significantly affected by the Reorganization (i.e., Forecw
Cosmand, Training and Doctrine Command, lesith Services Commaend,
Concepts Analysis Agency, and Operational Test and Evalustion Agency]
The individual perforpace measures within the plan arve specitically
related to these commands and agencies as well as to the four major
goals of the krorganization. These pgoals are: (1) jmprove Arwy
readiness of botu .ctive and Reserve Components, (2) harnes: schocls
and cowbat development activities, (3) isprove the guality and re-

i sponsiveness of wanagerent, and (4) reinforce the role of the in-
stallation comsander.

Eogan oatiihn s

! The basic analytical approach involwed s disciplined identification

of apecific organizationai subjzoals/objectives, development of aress -
for oeasurement and means of their seasurement, and finally, dewelop:
went of the integrated evaluation plan to fnclude analvtical tech-
siques. The study used techniques and mrthods of effectiveness .-
malyses. Tre plan provides for good use of cxisting datz systess
or new systems being established as the result of the reorganization .
to colliect data for the evaluation. In some cases the formulation
of performance measures directly into adequate quantifiable form is
not possible and qualitative considerations in the fora of surveys oy
ap2cial analyses wust play an important reoi¢ in asssessment of the ef-
fectiveness of the reorganization. T

The evaluation plan cousists of five scparate detalled ascesswent I i
plsng—one for each of the [ive comsands and agencies to bhe evaluated.
Egch of the detailed plans 1s organized according to selected arceas
for measurement, with each area containing a varying number of per-
formence measures. The areas for measurement are basicallv functionsgl
cagegories used to helr marnagers at HQ DA and elsewhere in the Army
to focus their attention on the broad manizewvent convcerns assocfated
with each of the organizations. The actual data collection effort on
which any evalwation must be based is determined by the performance
masures of which theve are 8%,

'3 .

Yae individual performance measures can serve several purposes:
{1} provide an indiration of performance effectiveness in a specific
area of concem, (i, be used in coabination with other measures to
develop an overall pictare of effectivencss, and (3) serve as the . ¢ :
basis for identifyiag opportumities, fursulating policy altematives,
and taking action w.th regard o the management, v.ganization, and
operation of activities designed to achieve the missionf/fumction
cowered by the meisure.

An lmportant ure of the evaluation plan vill be as a co.vson means
of coemumication for assessing the effectivenvss of zhe COXUS Re-

orgamiration by those involved in the asscsssent process {(i.e., the
comaands jagencies, AAA, IG, and Arwy Staff).
’
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PREFALE

This report presents an evaluation plan desiguned to assist the Arwy
in the overall assesswment of its effectiveness in terms of the goals of
: ' the CONUS Reorganization - 1973, The report consists of four volumes.
Yolume I provides an executive sumrary. Volume 1 contains the detailed
plan; it ldentifies measurement areas and perfocasnce @easures and rclates
thear to specific cowmands or ageacies and goals. DPata collection and
analytical rechniques are discussed in Volume JII. Backgrowid inforwstion
on the development of the pluan to include information on study team

vigits and ¢ servations {s provided in Volup—~ 1IV.

The background material and information required for the satudy could

not have been assembled in the time requ.red had it not been for the un-

sitinting cvoperation of many individhals in the commands and agencies

included in the evaluatiou plan. The critical veviews of Tasks %, II,

2 an
ass

*

3 and lI] were wngt helpiful in narrowing il evalualion p
stze and scope. Although these command and agency inputs contributed

greatiy to the plan’s development, the final r-comsended plan is the sole

resporsibility «” the authors. .
& particular debt of gratirude is owed to Colonel Paul Raisig, the l

SAC Chairman, LTC Roberc Michel, and LTC Wia. "21d C. Frank, all of the

Nffice of the Chief of Staff, US Aroy, for their time , guidsnce and

asaiatance throughout the prolect. LTC Robers Faulkender, Headquarters

FORSCOM; LTC Mark Hoke, Readquarters HSC; aad Mrs. . C. ¥Nillikeu, Head-

quarters TRADOC, weve particularly helpful in coordinating visits and
sgudy papers within their respective cosminds.
The manuscript wes patiently prepared by Mrs. Betty M. Shiiflett

and Mra. Elizabeth Ficklin of General Research Corporation.
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EXECUTIVE SEMMARY

PURPOSE

This report swmarizes m evaluation plan based on selected perfor-
WENCE measures Which was developed to assist in the overall assessaent of
the eftectiveness of the US Army (n terms of the fulfilimenr of the gosls
and objectives of the CONUS Reorganization of (973 The plan ia intended

Lo compiemeit ofher evaluation means such as cosmanders’ pereonal eostimates

and reviews by Deparument of Avrey speclalized agencies, for example, the

Qffice of the 1+ pector General and e Arwv Audit Agency.

SCOPL

The plan is jimited as specified by the study sponsor to selected

d agencies that were crvoated or significagiv afiecied by ihe

Reorgani zation, i.e., Forces Command {(FORSCOM;, Training «d Doctrine
omaand (TRADCC), Health Services Command (HSC), Concepts fnalvsis Agency
(CAA), md UOperattoas)l Test and Fvaluation Agency (OTFAY. The individual
pevformancs messures wvithin the plan are specifically related o these
comcands and agenci s as well as to the four major goaln of the Reorgani-
sation. Those goals, alsa provided to the studv tcam by the sponsor, ave:

¢ lwmprove Army readiness of both Actlive and Reserve Compounents.

e Hamess schools and combat development activitles.

e lwrove the quality and responsivencess of ranagement.

e rReinforee the role « the instalistion communder.
The goals are refinedments of several statements of guldance and purpose
vhich had been the basis for the advance plamning process wsed by the
Atey 1o develop the owerall {ONUS Recrganization plan The goals sus-

warized the basic thrusts of the Reorganizasion asd ierved the sigaificant




purposr of {ndicatiog the directions tovard watch fturave detailed plasning

and faplesentation should be hoaded,

IMPETUS FOR LEVALUATION

The tapetun for & formalized ussessaent of the CONUS Reorgsnizstion
ot 1973 was 4 product of:

@ The intense Interesat of top Army sanagesent {rn an overall assess-
went of the performance of the five specified organfcat vae.

o The extreme importance of the reorgasnizational changes that occurred.

® Recowmendsations trom extemal souvvees For a follow-on evaluation.

Experience and & seriea of oanagement studies during the perfiad
1466-1972 had {dentified and delined {mportant probiema under the CONARC-COC
cancept of organization. Reicover, declinfog manpower, increasing costs,
and reduced purchasing power all pointed to the need {or realignment mnd
strengthening of variouws Armwy elements. Top Army managesen? wanted to
have a means i aseessing overall orgaizational pecviorsance within CONUS
in 3 routline maaner which would assist in menaging ongoing operatious nlus
encourage the design and jeplewentation of any needed chamges in the future
without excessiwe ‘Jelay and turbulence.

The very real importance of the changes which occurred because of the
1973 Reorfgani eation wac anofher factor 1o the lam the deve lopaent
of this evaluaiion plan. ln the past it had heen decided that CONARC's
span of control was toe bruad to menage boich the rfea-iness and training
missiony with proper effectiveress. Bul now the question was whether two
co-equal commands, PORSOOM and TRADOC, cach with coemand over agsigned
inscallarfons, couwd faliil their missiors cooperatively. In the paat,
the separation of <oshat developers trom the service scheols had resulted
in the {nability to uwtiiize cowbat developwmnts rescuvces with the destired
effecriveness. Now the question was whether the ftnclusion of the Cowbat
Deve lopuents Command's elements within the new TRADOC structures would re-
suft, in facr, in the closer integratimm of combat developeents products
and activities with the actual needs of decision mskevrs and traliners. Each
of the new organizations—-tORSCOM, TRADOC, HSC, CAA. ITEA—brought with it
new questfons. All of these questions focused on a single concern: MHould
the new siyuctures help the Army do its job? Angwers to this conczrn were

essenttal if fuarther leprovements were to be pianned and iwmplemwated




eifectively. (he fyvpoctance of ecach organfzaiion's sisslon underacored
the necessicy that 1xends in crganicationsl performance be tdentified mnd
sislyaed befove theys developed {nts organizations) crises soquiving drs-
motic correciiwve asctor.

Froviding scill rurihes lepetus for ciw development ¢f this evalua-
tion plan was the intarest of Corgress end 1t inwvestigative agency, the
Geaeral Accoumting Giftee. (o purt this irterest stemmed Jrom Conprensional
concern for the increasing woats of meapover snd wespon asystews, and the de-
pire to improve the rattio of combat to support vesources. o part thiu
taterest reflected one of the omclusioms of che LAD'S report on the Re-
ospgandzatio:

We helieve that the Aren revognized the need for organi-
zacionadl change and sccomplished that complex smd dIfff-
cult task of planning satisfactorliy. The Army should
establigh a forwsal zvaluvation mechanliem to measure the
ceffectiveness ol fts aew organizatiom. .. The. . fiudings
nhould be available to the Arey's key decisionmakers for
periovdic review. This should heip insure that the reor-
geni zation goals and objectives are met.

BASELINY FOR THE ASSESSMENT

Three plausibile baselines were comsidered for the wvaluaifou: past
periormmer, theoretical semmdards of deslrved future perforssmce, snd
trends in real preseni performunce compared over gime. The proposed eval-
uation plan ceuters on the third baseline. [ts z2im 18 to deflne ressonable,
accepeable criieria snd to ideatify sources of data which will be suffi-
ciently stable to peralt a serles of flerativw evulustions tor the pur-

poses of fdentifylng trends in performance.

1leptroihn Ceveral of the imitad States, The Arwy Heorganization
for the 1970s: a Agsessment of the Planniog, 00D B-172707, August 13,
1973, op 19-20.
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& comparisoa of pregent organizatioaal perfavasace with sthe peat
would [ave focused an the comparison of the CARC/CNC coucept eith the
present FORSOOMS/TRADOC/HSC/CAAJOTEA camcept. Compoiable criteris smd
scarces of dats vonld have been necessary. The dats Lese for such s oo
perinon is iocomplete, and rotally abaent ia seversl instuonces aiscs pme
ozganizgations bad no reasom to mticlipate the requirements of the evalwe-
ation plar now being deweloped. Becsuse of this and the milfkalibess
that the Army would comaider vewerting to lts forser com{igwration, one~
parizons ith the past <ould only be incomplete and of pactial valee.
Neaetheless, this approach is recogmized in the pregeat plen where indi-
vidual measures are categorized according to the gvailability of data
€oir past compariscus. This fs done becsuer of the Aruy's desire to meke
a2t least broad judgmente as to the sdvantages mad disadvantages of the
Recxgerization in cosparison with the psast.

A comperison of present performance with desired faiure perforsemce
vould have required that Army mamugers esiablish theoretficsl periormence
staudarde including the specification of the coaditions wnder whivh those
standards could be sttained. The Army did, of course, articulate ibe
four msjor goals of the Neovgpanization. These gosls, brosdly comceived
zs they were, served to point the Reorgmization plamers sud the orjani-
zatione ¢huy designed Uowaid genersiized directions. But theze goals
did not provide criteria of success or failure. Hor wer. such criterix
provided elsewvhere in the pizaniug effort. Army mscagemeut desired to
buiid into its orgamizaticns the capabiliry of adwpting flexibility ze
changing environmental condifions. %he setting of nmurrow merforasnce
criteria would bave restricted winecessarily the gbility of mmagers at
the commmznd and agemcy levels to revise their intaymal strectvres.
Improvesent > future performance is recognized im vhe ssdsessment plan
ag a mattexr :.guiring the aelection vy Army marsgers of tizely strategiss
md teciniques simed et weeting perfurmence objectives guited to specific
sitvations rathe- than presuming to mticipate those gsituatiomns. Infor-

natiocn developed by this plan should help make thosz decisions more ac—
curste and effective.

>
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The proposed cvalartion pian cepbusises the thivd baveline:  trends
ia xcal prescat perforicancs compated sver time.  Such 2 baseline waong
the inftial dola codlection to exstablish o paint of corvariser for fubure
data cola-ctions. ke rer ias the rroponnibility of lpsw mangaers o
exaxine the actual measuremenis and trends o defsvoihe il prrformancs
is acoepzable wader condition: sxiuting at the time. It also remains the
respoasibility of Aray managers to reke such corrective sovsars e way
seen requlied and to inplament evaluation 2oivities to detormine if those

coxrective actions were appropriaee . fact,

ASSESSVLNT APPPOACH

Pacerctavs
The evzluztion plan has doen formuinted vithic guidanse prowided

by the wpenr.v, %hir puidance expliosired the needs, ({157 to util) e

‘awisting data aud seporting meckanisms to the puNimua possibie ertent .

and seond, to empliasize simp¥i ity ‘n the plan, keepirp the wupher of
gavsures Lo a wivram. This gulwanae sppearcd (o epres™e they ohicrive
to produce .1 gvalusvior jlee which:

# could previde adegaate coveruge of key areas Ly samoling of
seleccivw Indicators.

& 10uld e regorged in conltise termn.

@ cozld provide vograrable data suitab v to drend rnalys) s,

» could be wdoinistered with minlacl alditional yresoi-ce reguire-
eents at HQ DA gor ai the {fecind coumads an! agrucias.

» would be accepted 8 3 viasenabla repoir-ilng raqguirverons by ohe
variocus cowsonds end agencies Trow whow i~forvnctios wouwld be zollected.

® could he m¢d by the 3wy [tioef with liicle ov ao deperedonis
on ouizfide ~amutracters,

This guioance affecied the desizg ol the stady in wwo principal cayg.
Pirst, every cfiort voes made to avoid ney veporidiag vege venonts.  Shos,
in sone instancewn, o fatisfactory eristing 17 orvy was incloded in pref-
grence to desinning a new dats yequiremea’ which wmight have proviged a
poye exict Jescripiion of a pardicular i< . Second, the need to achiewd
a rolotive simplicity ol desiga oeant thal the sssersuent plan voul? nave

to ave’d e pyramidine of measure upon meas re, a nefooed which assumes

5
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that ovelrall organizational perforsance can be waderstood as a series of
divect ¢ o331 velationships., Given the numcrous ext:raal intluences upon
organi zaricnal periormance throughout the Sy, such pvramiding would

have been very volueraovle to incecuracion.

TN DI Sk e Y ey A T )

Appreachics to Assesvment

Withia the paracciers established by the spensor’s guidance, the

applicability of bori of the tvaditfional appreaches to the anzlysis of

organizational effe.tivencss~th~ goal approach and the functional ap-

proachi—were exarined. In the end, a hybrid aporoach was adopted because,

R T T,

while the four major gozls were prescrilied 'y ¢he Armv, the dynamic aature
of the Army’s opsration also requires the use of he organization itself

28 a frare of reference. The importance of the functional approach was T
cmphasized by the [ace that the Army underwent twi additiomal reorgani-~

zations of major meguitude (reductions aud .ealigneent: of the Army

Staff and reductiorns of oversea headquarter:) during the preparation of
¥ this evaluvation plan. Both oi these reorganizations in some wmeasure im-
1 pacted on the commands o.d agencies to b cvaluited. Furthermore, the

four goals; were stated not as final conditjons t¢ be achieved butr rather
as intentions to improwve the performance of leur crucial fuctiens shich

cut across organizatioial boundaries in many instances.

Moels for Analvsis

Jeveral asdels for analysis were (onsidered in the design of the
syzluation plar. Far the purposes of this study 5 modified systems model

based na rhw phases of organizational behkavior (Figure 1) was used. This

wrte] emphasizes the flow of resources aand . -ivities found in each of
the five commands and agencies without atiempting (o place the five or-

genizotios within 2 single common system.

[ ] S

Fig. 1 -Phases of Organizational Lehasior ‘
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The 1low of recovrraes and activitie - ta coeh orgeaizalion was de-
fined s bhaving tiérce basic phasest foput throushpert, 25 output.
Wherever pocsible, reacures of ontput wvere oo, sinee the questjon of
vrganisalaomal clie s veress g crmentially o oeostion of an orgrpizotion's
ability 1o predece o crred end gy oactas Whe reo oipal ToaNd¥es WOere 1ot
readily evailable, meosuares of iaput and throv hput wer. used 1€ it could
be rearonably assuvmerd that cbocve: in those inpat and ticceshpat factors
would direcidy affcect the production of ouvtgute, For exerypie, TLA figuves
represent an inpul fact r (Lompower) sghich e nreacated o it luence the
workload povrforred Juriog a eiven year bvoa g srpand cation,

Several other roedels of or-oizatiens? malvais wore emmsidered but
rejested (Ficure 2). Model, bhuoced oan erpouiartional th o ory cere pejectod
in larg. parct hecause <o mary 0f thoo a~e bires on assumptions concerning
esgplojee saticfoction or “psychnlos Ival contracets™ sswoaed to e;'st amenf,
an organization's mechers, Orgrmizatinaal thrary medl s also tend to
eamphasize factors ofd cting cvya cotional) survival, concidering svrvivas

”"

a8 the vitiuste "arput.”™ The Arrv's concerne velative 2o the 1973 Re-
orgsnization, howev ' r, were lecs thioretival and more practical, mure
cancemad with the spocif e st ions --»uch as reacaness, training,
materiel tesging, health corve, o ivtrcal studics—that the {ive organi-

zations were empected to fulfill,

DRGANLZATIGNAL SIS ELErINIS OF
VR et ARURISTRATION
Srauciume S iy Fuasins
Karnarcay FuigxisLity Oxcanizatice
Buvmoni Ty Reciapinity TANARD
SPECIALEZAT 08 £ cosorsy Cooxpiaayion
Srax oF CONTROL AccepIABILITY Comevney.

LIRE saD STAFF

Fig. 2—Rejected Model Approaches




Systew londpa modele were telocted becnase they tand to be too
coapivhensive fn scop. for the purposes of this studv. Such madels cme
phasize the peolatioashioe of organizations Lo their external cnvirorreats
a8 well L the cerplen relationships among vhe internal jpurts cf eath
orgmization. Use of a syatem model would have directed nsnagernant's
attention to such frswes as commumiication and policy rawing between zud
within orginis tiums., Thewe fsse-s, however ivoortant in thomselves,
Wi nol appropiiate to the reqguitcoents of the study s;ponsor. ¥Noreover,
the cost of irplementing an adequaty system evaluation plan woisld have
been prohibitfve,

Finally, vrgeaicational analesia models vased on tue no-called e le-
weris of administration vere alro corsfdered and rejecicd for the purposes
2f this study.  Thesr podels start with some definition of the functions
of masagerent-——sach se:  plen, organize, contrel, coordinate, cvaluyate—
and relate theose fuw*ions to an arganization’s perforzance. Rut the
cewphasis of these ndels s on the activities of mumascers thaaselves

rzther than oo the ove 203l porfol wnce af the erganization,

METHOMY Y 0G0 PLAN PAVIIOONT

The nethodelony tor the development of the cvaluvation plan eadrac'd
BeVeras sy Lasks:

o PBeview aud analv<in of Army docuncatation of the Reorganizacion
of 1973 and carlicer reorganization studics.

& ldentificoation of ianovative changes, resulting interrelation-
ships, and the sebgoals and objer ives of the five organizations inveived
tn the cvalvation. The intevrelatienships ameng these corganizations,

eine mejer functienal arcas, and the Reorganization geals also were
defined.  (oppendix il details this!)

® Sclection of specitiec arcas for mecsurcuent and performance
Teasures,

® Identifivation of supporting data elemvats, their sources and
froequency of collection, and analvtica? techniques tv be wsad,

Completron of theve task. was facilitated by visits to a repre-
sentat ive sarple of the activities affectcd by the Keorgamization ond

discussions with several cemanders and sdaflf mewbers ot the various
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lewels within QONLS. (Appendix 1 provides a recap of vigits and observe-

&
tions.) ‘iheir inputs regarding masuvabfility, fuportarnce, and cospreben-
siwness of measurcs helped cansidershly fp fvriher vef ning snd limiting

the avess for eeasureseat and their relsted performsace measures.

OVERVIES OF EVALUATION PLAN

Teble 1 is 2 sumary of the proposed evalustien plan. The perfor-
amce Brasures are grouwped into six swemarv evalustion sreas that easiliy
relate them to Arwy missiong and operations. Each performence seasure
also spplics to one o wore rosmands oid to ones or more of the four msjor
goals of the Reorganizatiw that are ideatified in the plan by lettere
as follows:

A ~ impron Arwy readiness of both Active and Reserve Cowpoments
Forces.

B - Harneus 2chools and combat dewvelopments acuvivities.

C - Improwe the quality and vesponsiveness of snnagement.

D - Reinforce the role of the itnstaliatiou coamender.

Performmce lessures

The individnal performance sessures can serve several purpases:

¢ Provide an indication of performence eifectiveness in a specific
area af concern.

® Be used in combinstici w.th other measures to dewlop s oversell
picture of effectiveness.

® Serve as the bagsis for fdentifyinug opportunities, formulating
policy altematives, and taking action with regard to the msnagemont, or—
ganization, and operation of activities designed to achieve the mission/
function covered by the measure.

There are 6] performance measures included in the suscary plma. Thewe
are considered the minimum essential to provide adequare coverage of key
areas that contribute to a meaningful evalustion. A additional 25 per—-
formance measures arve : . ntained in Appendizes A, B, C, U, aad E vhich are
the detsiled assessmex::? plans for each commend or agency. These adides
mearures wvould provide important comlementsry suwpport for the asscosaent

but also would require a larger investment of resources for the evaluarion.
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Appondizes 4 through F fnclude the following detsailed trformation on
each pa-formance messure: a full deacription of the degaure, supporting
data elommtas, date sources, current reporting riatus, the recomended
collection frequency to support the evalustion, sd suggested amalycical
procadurea. Appendix F comtains & discussfion nof deta collection iacliuding
saiple aurveys ond their techniques and limitacions. Appendix C provides
discunsions and eznmples of anslycicsl techmiques to be uwsed in support
of the plaa.

Waile et of the recommerded ocasures are gumtitative in nature,
the plam does 2ot attempt to sgprvgoce the veriows kinds of inforestion
iato a single score of ¢i{fectivenens., This is mot practical due to the
magnitude 80/ breadth of the activi‘les covered. Moreower, it is 0t
compatible with the use of che evalustion p'an 22 a mesns for monitoring

cagoeing operxatics..

daport.ing Frequuncy
* About Ak perceat of the eszential meaguvres »nre based on the reporiing

of deie on & sannusl basiza. Two relatsd to Reserve Componenc: support
aye one—-time Emisures wunlesz the inirial results indicare the nced for
follow-cn cvalvatione. Except for these two, data collection should
cover at jeas: twe voars. Tt is poasibie that the Director of Rshagcpenr ., {
vEflce of the Ch'et of Staft., Unlted tn%es Aewmv, will choose to use
se-werel of the f.dicators as a permunent scoans of tracking operatioms {n

cedar to ldentify opportiunities for ilam-owesents.

¥igcal year 1973 data shoulo be used for the fivar fterstion of the
evzlusiiun plen witch n. data collection before .ausry 1975. This schedule
fs gerzrasly coweprtidbie with the times for measure established in 2n inde-

pendent stur’, soasoved by the ludistrial College of tne Armad Forces,z

et i o s

The schedule alao ailows zaple tim: for final selecrion of smasures, desig-

racion of personnel to conduct the evaluution, and finalization of inte-
grared procedures based on using thia plan and other means for the full

assessment of effectiveness.

ZLTC Newell Vinson, USA, A Delphi Study: Asaessing Avmy Reorganizas-
tion - COMUS -73, ICAF, 10 Juwe 1974,
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levels of Effort
Yor purposas of chis evalualivn plea, lavels of effort sm defivned

an follows:

e Hinirmme - lesz thas 2 ieciwmical sen-usonachs (TRM) .

» Wodnrate - 2 20 €& THM,

e Subsiantial - ocrr & THN.

Approxiumtaly 70 percmmi of the recosmmnded esassstisl porfovasuce
Waaures are estimated to recquive minimum lewels of effort. This is pos~
sible becawsa of the ready availebilisy of the aupportimg data elemante.
Goly 7 measures are estimsted to regquive substasiial effortu. In each
case the importance of the wmessure s viswed to juetify the rwesource en-

penditure required.

Pre-Keorgeni zation Comparisons
The evaluation plan susmary incliudes an indicatiom of the walidity

of asch of the performenns seasur * for msaking cosparizons with prevesor—
gmization perfomance. As indi:.:ed 2arlier, past performrace wmder the
former organizetionsl framewcrk ig mot the propar bassline for am evelue-

tiom that is primerilv comcerned with »{.ectiveness now id in the future.

On e other hamd, if comparisons with the psat are desired, the presi-

biitey oxiets for sevwral arcas a3 tadicated in Tabie :.

USRS OF THE EVALUATLON PLAN

This assescment plan was specifically designed to have several wes.
These include:

o Yo provide » substantiww indication of the effeciivenedss of the
Arwy ia its rergaized fore.

® To provide H) 04 a20d various Srew lewels with key iundicstore of
the on-golng effectiveness of the Arey iv perforwing its missions and
fincrions.

¢ To serm as a foumdution lor tsking corrective sctions in response
to deficiencies in A wmy performence or changes in the Army’s ope.ationsi

envirooment.

ia
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13t led command/agency reviaows an a task-by-task basis during the
phased e lopment of the evalustion plan helped 1o insure the plam'a
wittlhizy. During these reviews partiroular emphanis wvas placed on the:
¢ Comprebensivencasz of coverage, includlag organfizstional changes,
resulting interactions, and avras for measurement versus command/agency
aniszions.
& Validicy, measurability zeliability, and comprehensiv neag of
the sesoctisted poerformance seasures.
The utility of the evaluation plan to erasure the accomplishmnt of the
Reorganizacion goals is deaonstrated in Appendix §. Using foformeliliy col-
lected data to tesy selected performmee mweasures, a prelimingry assess-
#en! I8 developed. These data are supplemented by (nformation gained by
the studv tesd through irterviews, briefings, and discussimus Juring tia
contacts with over 0 representatives of the commands and sgencies

invojved.

LIMITS OF THE PLAN

Although highly vewsatile in its use, there are also limitations to
thisz plan. Principal! among these are:

e The several sxtemmal varisbies thar can affect the performance of
each command md agency. The organizations whose performence s to be
evalusted cm not, for example, control changes in Congressional or DOD
policias and rescurce decisions. Detufled lists of such varisbles as they
affect each of the commands and agencles are found in Annexes A.2, B.2,
C.2, 0.2, snd E.2.

® The narrow acope of the plan, focusing an only (iwe of the comamds
and agenc:ea affected by the Reorganization of 1973, Thiszs has wean? that
the plan cou'd eot azddvess fully the crucial issuves of the internctions and
jfuterrelaticonships between the affected organizations and other commends,
agrncies, mnd offices. For exsmple, both readiness and training scve sub-

ject to 2mny factors determined at HG DA and AMKC.  lauues such as persosnel

policy forwiliation and operation ni the wholesale supply systems were not 1
iocluded. Inevitably, the scope of the plan neglects some key aspecis of ;

Arey opevations, i

e a e e s i
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e Thoe comcluenass f .o plan, providing key poer{orsmnce asssures
rather than a &ocripiion ¢r tae total system. Concisensss is a mejor
virtue of the evaluaticn plan in that it parsmits Aray wmaagsre to pinpoint
trenda (o areaw of major concern without a large expenditure of time and
rasourc .  Bul comaciseneas hes {ts lisitetions. Principelily, thie cesos
thet the information provided by the plan will not always contatn finasl
smawers, The i(nformation frequently mumt be interpreted within the context
of current i amnduy and gltunrions aftecting the ability of the varioun
corysands and agencles fo wmage as desired. While the performace seasures
refilect the moat isportsat and significant aspects of orgmmizstions! par-
formance (vithin the lismdta noted hesw), they do not alwayes provide de-
filpitive indicatioms of the effectivenens of performmnce. Rather they
poin: to areas vhere furtner fnvestigation way be required, where modift-
cat{ons in operating prooedures say be constdered, mad where future, more

deralled, evaluation efforts may be directed.

POTENTIAL EXTENSIONS OF THE PLAN

Any decisicn to actively asscas performmuce finvolves a resource &ilo-
cation decision along with a decinion regarding the necessicty of the 13-
sesament information involved. Therxefore, the decision ox whether or aot

to extend this pian o inciwde sdditiown

i Aiwy zotities aud/or
must be made by weighing the potential value of informaiion to be obtained
from anseaspent activities zggatnst the rescurces regquired to iwplement
thos> activitiea. The proposed/present performence messures are all viewed
as having high utilitv. Close attentlon was paid to the respurce require-
aeats of the measures, resulting (o ar evaluaiion plam weilizing euisticg
reporting systems wherewer possible. If the intended becefits of improved
maragesent capability are realiszed and extension of this evaly~tion plan
is desired, Army aansgers will wvant 5 conslider two other &ress:

® The weasuresent and assessment of the performsnce of Arry entities
not presently inciuded {n the assessaent plam.

o The devweiopment of additional performunce measures tc supplezent
the proposed perforsence meagures, parcticularly in the areas of individual

training, combat and force developments, and wmit trsining.

16
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SUTMARY

During visits v the compands and agencties involved in this evalustion
plan, it was obviows thai they were deeply concerned snd havd at work in
developing weans to megsure thelr own effectiveness. Thia proposcd eval-
vation plan will be & valuaple atd to them ia addition o providing the
ey Staff wich (ta own set of swanusves for o valid, economic asaeasment

of the effectiveness of the malor portion of the CORUS Reorgmirecion 1973,

hadhat




k TEFENCES

CITED REZFEREMCES

b

1. Coamptrolier Cimeral of '.e United States, The Army Reorgsmi:aticm for
the 197°s: sn Assessmeut of the Plsnning, DCD B-172707, US Cowvarnment
Priuting Office, Washington, D.C., Angust 13, 1973.

2. Newell Vinson, LTC USA, A Delphi Study: Assessing Army Reorgasmizntion -
TONUS -~ 73, 1CAF, Washingiom, D.C., 10 June 1974,

3. DLept of Army, logiutics Performence Meroures, DA ircuviar 7200-25,
23 April 1974.

il

ADDITIONAL REFERENCES

Iepartment of Defense

nrn vy e Lo vt VOETS NEER .
Martin Blumenoon, Recrponization of the Army 19562, Off

Militzcy History, Hashingtoe, D.C., 1364.

Dept of Army, The Advince Planping Process CGHUS Reorpmnization 1373,
10 July 1073.

» Arny Combat Developments, AR 71-1, Saptember 1968.

» Army Force Development, draft AR 71-1, October 1973.

o e v —————— s

» Army Mapagement Doctrine, AR 1-24, Rovember 1957

. The Airmy Managemert Structure, AR 37-1G0-75, November 1973. '

» The Army Plonning System, AR 1-1, Morch 1972. i

vept of Defemse, "Army Reorganizatim Iscue,” Commends-. Digest, Vol
13, Ko 12, 25 Janiary 1973.

Dept of Army, Asst Chief of Staff for Force Dewvelo) wat, A Comcept
Plm for the Arwy Test and Evaluatica Agency, 5 May 1972.

e B i

18




erem? —.» A Concapt Plen for the Cuncepis Amalysis Agency, 5 May 1972.

» » Detaiied Plan for the Concepte Analysis Ag=ncy, 20 July
1272.

. » Detailad Plan US Arwy Test end Evaluation Aggmcy, 20
July 1972,

. » force Uewnlopmer.t Procecs Overvieow, 29 Hovember 1972,

> (hief of Staff Meworsndwa 72-10-77, subject: "Initiel Plamning
Guidance in Suppert of the Comcept of lbotgtnludon," 7 April 1972.

, O° 1 Installation Organizstion. AZ 10-10, May 1970.

» Doctrine and Philosophy for Minagremnt of Class 1 lastallsticns,
AR 5-3, May 197,

, Fmctional Study of Installation Mensgement, April 1972 (Myron
Study).

» Internal Managemsent Procedures, CAA Memc -1, 15 Aug 1976.

» List of Approwed Mecurtving Reports, AR 335-1i, Jume 1972.

t lnforzation Systems: Policies, Objectives, Pro-
mdum and Respousibilities, AR 18-1, Auguat 1971.

» The Mamnagewent Process for Developnent of Army Systems, AR 11-25,
0 April 1068,

l-' -

» Mevageneat System fo- Tables of Orgsnization amd Equipment,
AR 310-31, Msy 1970.

» NHateriel Ubjectives snd Requirements, draft AR 71-X, mn.d.

> Office Of Assistent Chief of Staff for Force Developasnt,

"Letter of Instructions (LOI) for Implementing the Mew Materfel Ac-
quisition Guidelines,” 23 August 1972.

o Office of the Chief of Staff, letter DACS-ME, subject: "Guidence
for Rrorganization Detailed Plamniang,” 15 June 197Z.

—_o Office of the Surgeon Gineral, Detailed Implememiation Plen
for AMEDD Reorganisation in CONUS, 8 Jume 1973 revisions.

, Organization and Functions, CAA Memo 10-1, August 1973,

: Orpavization and Punctions, US Army Cosmbat Dewelopmence Coammd,
10-12 June 1968.

v Orgenization and Functions: US Arwy Concapts Analysis Agency,
AR 10-38 July 1973.

19




e

W, —— ™

T

e

, Orgsniszstion sad Functions: US Arey Forces Commend, AR 10-42,
Jume Twme 1973,

ization snd Funccioas, US arey Pealth Servires Cosmand,
M m-u June 1973.

» Oxgenizstion_snd Functions: U.S. Army Uperaticnal Test
aud E E\uluation Agency, AR "10-4, Jmouary 1974.

, Orpzaization and Punctioas: US Army Training and Joctrine
Commend, AR 10-41, June 1973.

{ization and Fumctions, U$ Contiiental Avwmy Comnand ,
Ak 10-7 January 1968.

. Project Mansger for Reorganizatiom, "COTUS Reorgsnizetion 1973,"
Z October 1972.

, Report of the Board for Dynamic Training (Cormsn m“‘tl,
December 1971.

, Role of the lastallation Cowmmnder in the Mansgement of kiasion

Rescurces, 8 December 1972 (Latham Study).

—_____» Secretary of the Army memorandum, "Charter of the Project
Manager for Reorgamization," 26 April 1972.

, Secretary of the Army Memorandum for the Secretary % Defense,
subject: "Reorganization,” 28 February 1972.

» Special Review Panel on Department of Army Orpanization (Parker
Panel), March 1971.

» US Army Concepts Analyzis Agency, Implementation Plan, February

1973.

» US Aray Forces Coemand, Organization snd Punctioms, Reg 10-5,
Augunt 197)].

_ » US Army Forces Cosmmsnd and US Army Training and Doctrine Cosmand,

Army Eesdiness Pegions Concept of Operations, FORSCOM/TRADOC Reg 10-1,
1 July 1973.

. » US Army Beaith Services Command, Ambulatory Patismt Care, BSC
Reg 40-5, May 1973.

. » ganization snd Functions, Headequarters United States
Army Hes th Services Cosmend, HSC Reg 10-1, May 1973.

20




T Y g g v e £ ~ . v e~

L -
«

-~ g

ey —— P . . . et 2 Sl e il b NN Vi

T ST IS ST N T oo —— ~ .

» Orgunizstion and Function Policy for AMEDD Activities and
lnstallatim Subordinste tn USARSC, #HSC Beg 4C-4, April 1973.

» US Army Training and Doctrine Command, TRADOC Pot:foa ¥i 74-75

_:_:?;_-&ug Training iLiterature Program (Semiannusl Update), 31 Octobey

—» Coabat Dewelopments Program Bibliogrephy (2 Vels),
tumoc Pam 7'-—2. Septesber 1973,

» Cosbat Developments Msnagement Iuformation Svetem (COMIS),
THADOC Teg 71-1, April 19.s. o

» TRADOC Standard Scenarics, TRADOC Reg 71-4, Octcher 1973,

» » Scenario Oriented Recurring Evsiustion System (SOGRES),
draft TRADOC Reg, undated (1974).

» TRADOC Scheois Curriculum, Adeinistration amd Training
Poudu, TRADGC Reg 351-3, July 1973.

]

» TRADOC Schcols Datz Books (draft), June 1974.

' » Beadquarters, Unuited States Army Training and Doctrine
Commsnd, TRADOC Reg 10-5, October 1971.

» HQ TRADOC Managewent Indicators, "RADOT Memo li-1, n.d.

s Status of fMoevatine Resources (SOR), TRADOC Reg 11-4,

Anugm:: 1973

» List of Approved Recurring Reports, TRADOC Suppl 1 to
AR 335-11 October 1973.

» Huaagewent Iuprovement Programs, TRADOC Reg 3-1, July

\
1973.

» Control of Mission Assignment and Orgsnization Structuring,
runoc Reg 10-1, July 1973.

» TRADOC Three Year Program (TIYP), Letter, 10 October 1773.

» TRADOC Review snd Analysis Program, TRAICC Memo 11-6,
Sthuber 1973.

» IRADOC Cosmmend Performence Susmary, TRADOZ Pams 11-20,
11—21 11-22, Decewber 1973, February 1974, May 1974.

> TRADOC Force Structure Hmmagement, draft TRADOC Reg,
Octabm" i973.

21

TP




[

. US Continencal Army Cosmand. Implementation of DCSLOG STEADFAST
Flan, CON Cir 700~1, Xarch 1973.

" _» Operaution STEADFAST Outline Plan, 5 May 1972.

. , Operation STEADFAST Phased Iwplementation Plam, ¥
Novesber 1972.

» » Operation STEADFAST Revised Detailed Plan, 5 Jume 1973.

L. W. Hoelscher, Study of .he Punctions, Orgmmizat® « med Prccedures
of the Department of the Army, OSD Projact &0 {Are . Dept of Arwy,
Wash:ington, D.C., October 1961.

Other

American Institutes for Research, Evaluatiwve Reszarch: Strategies snd
Mechods, Authozr, Pitisburgh, 197).

Robert N. Anthony, Plamming ang Control Systems: A Fismework Zor
Analysis, Divisfon -f Resegrch, Graduate School of Busineas Adminis-
tration, Harvard University, Bostom, 1965.

Army logistician, "Quality Assuraace for Defcnse,” 5(6):13-16 (Now-
Dec 72).

Jon H. BRarrett, Individual Goals and Organizational Cbjectives, Center
for Regearch on Utilizaticva of Scientific Knowledge, Imstitute for
Sccial Resesrch, The University of Michigam, Amn Arbor, 1970.

Francis (. Carc, keadings {n Evaluation Research, Connecticut Printers
Inc., Hartford, Connecticut, 1971.

Committee for Economic fevelopment, Improving Federal Program Per-
formsnce, Committee for Ecovomic Develcpment, New Tork, #.Y., 1971.

W. W. Cooper, et al, New Perspectives in Orggnization Ressarch, Johe
Wijley and Sons, Inc., New York, N.Y., 1964,

Emest Dale, Organization, American Management Association, New York,
M.Y., 1967.

Willism E. DeFuy, "TRAIOC: A New Command fuzr o Old Mission,” Aray,
23(10):31-34 (Oct 73).

¥illiam M. Evan, ed, Organizational Experimente: Laboratory and Field
Research, Harper and Row, New York, N.Y., 1971,

Gilbert W. Fitzhugh, et al, Report to the President and the Se....sry
of the Defense on the Defense Department (by the Bluwe Ribbon Defense
Panel), US Covt Printing Cffice, Washington, D.C., 1%270.

22




ITINUIIIS 1m0 AR S IR e L T

i T T T T

-

P

MR At Mg

e B e B e B

S @D TR GG P Mo Gut Sy Py

[

| Al |

P~

Jaieingh, Ghorpade, ed., Ansessuent of Orgsnizstional Effectiwvensss,
Goodyear Publishing Co., Pacific Palisadec, Calif., 1971.

R. A. Jobnsoa, F. B. Uxet, and J. E. Rosenwweig, The Theory sud Msmage-
st of Sy~.aomm, McGrawe—Hill, Rew York, ive/.

D. Kar: sad R. L. Zahn, The Social Psychology of Orgmaiszations, Johm
Vilev and Soaz, Vv York, 1966.

Tinceat J. Klawr, "Expanding the Sccpe of Performance Evalustiom,”
Aly Unfwvereity Review, 21(b6):35-41 (Sept-Oct 70).

Sarry Levingom, Orgamizaiional Diagnosie, Marvard Uniwversity Press,

Cambridge, Xass., 1972,

James G. March, ed., Handbook of Orgmnizations, Rand NcNally and
Company, Chicago, 196S.

Joha 4. MNeurer, ed., Mosdingg i Ooaspizatiop Theozy: Qass Zxsiem
dopruu.as, Random Hovee, Mew York, 1971.

George S. Odiorne, Hensgemant Decisioza by Objectives, Prentice-Hall,
Inc., Englewood Cliffu, P.J., 1969,

Joseph A. Olmstesd, Factors in Orgsmizatiomal Effeciivencss, Professional
Paper 1-72, Ruman Resources Research Organizstion, Alemandria, Va.,

January 1972,

Jamms ).. Price, Organizationsl Effectiveness: aAn inweatory of Propo-

- d > & &nﬁ--é ™ T onefom I.-.:: | Yy | T 1AL R

e sSswissy g EIMWEEWYNW ) ASLS § wIwWwO

Bernard V. Rogers, “People the Key fn the New Arwy,” Armv, 23(10):22-26
(Oct 73).

Zdsard A. Suchwmen, Evaluative Reasearch, Russ2ll Sage Foundatiom,
Mew York, 1967.

James D. Thrupson, Orgenizations fo Action, McCraw-Hill, Wew York, 1967.

US General Accoumting Offic, Improving Menagement for Mor~ Effective
Govwemusnt, US Govt Primting Office, Washington, D.C., 197,

i
!
Victor H. Vroom, ed., Methods of Organizational Resesrch, Universtiy '
of Pitts jurg Press, Pittsburgh, Pa., 1 . ;
i

Carol H. Weiss, Evaluation Research, Prentice-Hall, Inc., Fnglowood
Cliff~, N.J., 1972,

Joseph S. Wholzy, et al, Federal Evalustion Policy, The Urban Jastitute,
Washington, D.C., 1970.

E. Tuchtmen, A Study of Orgarizational Ef{fectivemneas, University Kicro-
films, Ann Arbor, Hichigen, 1970.

23

pap—




DCSPER
DCSANM

ABBREVIATIONS AND ACRONTINS

authorized level o: orvganization

Army Medicai Departaent

Aray medicsl ladoratory

Aruy managemerit structure

Army Reserve Comasnd

Aruy resdiness region

Army *-aining and evaluation progrem

Army Systems Acquisition Review Coungil

annusl training

Aray training test

Coucepts Analysis Agency

Colreprs Anaiysis Agency-Persomnel Utiligstion Report
Cobined Arms CTonbhat Developmeats Activity

Combat Developments Cosmand

Coubat Developments Experimectation Cosmscd
Coabat Develapmentes Manzgenint Informstion Systea
Communications-Elertronics

Civilian Health and Medical Progras. of the Uniforwmed Service:.
Continental Unired States Army

Chief, Office of Personnel Operacionc

Department of the Army Master Priority List
Deputy Chief of Staff for Combat Dewelopments
Deputy Chief of 3taff Comptroller

Deputy Chief of Staff Operatioms

Deputy Chief of Staff Personncl

Deputy Chief of Sta:f Resource Management

24




; L DCIROTC Deputy Chief of Staff for ROTC
; DCSTS Deputy Chief of Staff Training and Schoels
f £ DMEDA Director of Medical Activities
DSARC Defense Systems Acquisition Review Couacil
{ FDTE force development testing gnd evaluation
E } FLD OP AGCY field operating agency
; { PORSOON Forces Commeand
FifP Five Year Test Pregram
r GOCOM general of ficer command
t L HSC Health Services Cosmand
1 - ipt iractive duty training
SRR 1PR in process review
- LOGC lLogistics Centev
E_ MACOM 2ajor Arey command
1 MASSTER Modern Aray Selected Syztems Test, Evaluation and Review
i f: MCCU medical care composite unit
METCEN medical center
I MEDDAC aedical departwent activity
MILPERCEW Milirary Perscnnel Center
MPA Miiitary Personnel, Army

ot

nev equipment traianing

NORM not operationally ready maintensnce

NORS not cperationally ready supply

0oJT on-the~job trainiag

o Operation snd Mainterznce Arwy

OMAN Operation and Hairncenance Army Reserwe
CMARNG Operation and Maintenance Arwy Nstional Guacd
ORTT operstional readineas training tesi 4
ok operstionally rzady 41
oSsT One-station training
oT

OTEA

PACDA

ocperational testing

Operational Test and Evalustion Agency

Personnel and Adwinis_ration Coxbat Developments Activity
RELLON readinees coudition
RC Reserve Components

A G W Gus af Pl Gm ¢ 9

e e M e e e




L
N

STAC
STEADFAST

STF SPY
TAMA
TASO
TECOM

USACC
USAREC

reglional dental activity

Rescarch, Davelopoeni, YTest snd Evalustion

Riwerve Enlistment Progrom of 1963

readinese group

required operational .=pablificy

Scenario Orisnted Recurriny Evalustion Systes

United Scatea Army Strategy and Tactics Analysis Croup

Study effort leading to the veorganization of COMARE,
COMUSA, CDC, and USAREC and the establishmsnt of
FORSCOM and TRADOC

atz2ff support

Tralning Alds Management Agency

Training Aids Service Ofiice

Test and Fvaluation Coemand

technical man moath

Training and boctrine Comsond

Uniied States Army Communications Cowmand
United States Army Recruiting Cossand

26




